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SUBJECT - ¢ Possible Reasons ifor reilure to }ake aximum Use
of OTR fFacilities vith Recomendations

On 20 fugust I sttended a meeting of the Livision Training Oificers.
It this meeting a factor was brought out vaich verified an impression I
have hed for some time, It is aovarent that steps are being taken vhich
will make it mandatory that the Clandestine Services send personnel to
the vsrious courses conducted by the Niiice of Treining. Zlthough I
realize this is more or less a last-resort measure =nd that CTD should
be commended Tor continually striving to iuliill its responsibility, I
feel thet before the Clandestine Services cre rorced to produce treinees,
certain pertinent factors should be examined with 2 view toward deter-
mining the possible reesons for lack oi enrollment in meiy Courses
offered by OTR. This paper is my attempt to analyze the situstion.

I'y experience has besn thet force often cruses resentment, and the
establishment of a quota system could result in (1) certain lover GS rated
individuals becoming "professionzl students! by being entered in all
courses, (2) an indiscriminent selection of courses, (3) furnishing ot
only the absolute minimum to meet quota, and (L) ill feeling between
Clandestine Services and OTR.

It is essential that every effort be mode to develop a team spirit
between OTR 2nd the Clandestine Services. It is only with the closest
liaison between OTR end the srea divisions thet this Agency cen hope to
develop personnel trained to accomplish efficiently the myriad of tasks
placed upon it. Although our relations with the operating divisions
heve improved steadily over the past three years, it is clear that maxi-
mum use is still not being made of the training materiels and facilities
available within CIA.,

L5 a member of OTR I feel 1t my duty to offer cuggestions which may
tend to improve the treining picture. Following arc personal suppositions,
with brief discussions of each, vhich could be possible reasons why the

s

Clandestine Services are not making maximum use of OTR céurses.
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1. TRAINING OFTERED MAY BE INALEOU! TE

a. May fail to meet operationzl requirements. Training courses
must be designed to fuliill mresent-day operetional needs as well as
future needs. Instruction must be as realistic as possible. Only
close and continual liaison between the pertinent operating sections
and OTR instructor personnel can assure this requirement. In the
near future I will present my recommendstions for improving liaison
between OTR instructors and the Clandestine Services.

b. Presentation of instruction may be inadequate. /) well designed,
up-to-date and factual course is iner.ective i1i the material is
vresented inadequately. Not only should chief instructors work
closely with each of their instructors, but frequent visits should
be made to all courses by OIR supervisory personnel in order +o
insure a highly efiicient instructor staff.

C. Courses may merely familisrize rather than gualify. Yherever
possible courses should be of such design and oi sufficient length
to qualify the student in a particular field. If familiarization
only is accomplished, it is quite mossible that supervisory personnel
of the operating divisions may favor training their personnel within
their own sections.

d. Publicity for training courses offered may be inadequate.

(1) The OTR Catalog of Courses is sn admirable step in this
direction. The question is, how many individuals are acquainted
with this publication and are these catalogs readily available
vithin the divisions.

(2) ‘ieekly meetings with the TLO's are szlso a step in the
right direction, but the question arises here as to how familiar
the TLO's are personally with the courses presented. Can they
adequately advise prospective students on a proposed training
curricula without first-hand knowledge of the material nresented?
Perhaps OTR branch chiefs or chief instructors should be offered
the opportunity to attend veekly TLO meetings in order to discuss
thoroughly their individual courses. The capsule presentationg
can do much to correct this condition.

In my present position I consider it my responsibility to examine
each course Mnd to insure that the training and instruction
offered is alCH 1n subject matter and presented effectively.

So much for the training side of the problem. The following are

rersonal supnositions concerning the Clandestine Services' failure to
provide trainees.

—2-

SEGCRET

Approved For Release 2001/11/16 : CIA-RDP61-00017A000300060009-8




Approved For Release 200 {/ifs |} C1A-RDP61-00017A000300060009-8

2. POSSIBLE REASONS rOR 1..CK O CONPER.TION BY TIE CL/NDESTTIL SERVICES

a. Tailure of supervisors to demand qualified personnel: flthough
reesonable for a supervisor to require nis GS-4 clerk-steno to be
capable of typing, taking cictation, filing, etc., apparently the same
supervisor goes not require his GS-1l's, 12's and higher to be treined
to cerry out their assigmments. I am cuite certain that the United
States does not have an adequate supply of experienced cese oificers
to fulfill all intelligence requirements. /dequote training is the
only substitute for actual experience.

b. TImproper attitude toward training. The correct ettitude of
supervisors and students should be that the student is undergoing
training for the purpose of gaining knowledge in order to increase
his effectiveness and ability to perform his work. I have the dis-
tinct impression that many fpency employees feel that training is
merely & period of intense pressure designed primarily to furnish a
means oif assessment. OTR must correct this impression,

c. Unable to spare individuel for treining. The major reason
offerec for not sending an individual to training is that the work
load on the job nrohibits his release. In many cases it appears this
reason is being used 2s o subterfuge to avoid treining. I believe the
old adage "no one is indispensible" to be true. As a supervisor myself,
I would much rether have z well-trained individual, even if it meant
spering him from the job for a2 month or so.

It is quite possible “het lack of training is 2 primary reason
for the ecoperently overvinelming vork load, as =zn untrainéd, inexperienced
person nearly always takes excessive time to accomplish a job. In
determining vhether or not an individual cean be sparec for training
tile enc results must be considered. TFven though treining mcy consume
six months avay from the job, if the individual eccomplishes more in
the remaining 1} years (of & 2 yeer tour) then an untrained individual
on the job for the entire 2 year veriod, the time in training has been
vell spent,

3. RECO'T'ENDATIONS

F'ollowing are personal recommendations wiaich, if adopted, will not
only provide OTR vith sufiicient trainees, but vill also increase the
effiency oi the entire fgency. (The case officer is considercd as tae
besic individual in this organization.) JSlthough these recommendations .
moy appear also as forcing measures, it is felt that tuey walld not be
interpreted as such when announced by regulstions.

&. Case Officer troining prior to entrence on the Jjob. It is
recommended thet the following training be recuired whens

(1) The specific assignment for the individual is known both
at headquarters and the field.
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(a) Completion of Phases I, IT, and IIT.

(b) Completion of tiose specialized courses having
direct beering on essignment. OTR should be consulted in
determining necessary courses.

.

(2) ©Specific oseigrnment hes not been cdetermineds
(2) Completion of Thases I, IT, ¢n¢ III.
(b) Completion of all speciszlized courses.
(3) Advantages to be gained from the precccing recomrcndationss

(2) Individual would not heve to be taken away from the
Job for training after assignment.

(b) Individuel's sptitude cen be assesseqd prior to
assignment.,

(c) Individual will have = {irm basic understanding
and working knowledge of various subjects. This will enable
him to cope vith any requirement nlaced upon him.

(¢) Supervisors can count on this common basic knowledge
in the sezme way that a comvancder cen depend on a graduete of
the U. 8. Military or Maval /cademj to be well grounded in
Tundementals. Consequently, the person would be capable of
undertaking varied assigmments es demanded by the tield
situation.

b. Training for supervisory positions. Effective utilization
of case officers can be atiaineg only if their supervisors ere aware
ol the knowledge snd skills they possess as a result oi training.

It is recommended, therefore, that reguletions be established, after
appropriate study, which specify the completion of certain treining
courses as prerequisites Tor various importent supervisory positions.
The higher the position, the more treining or experience should be
required,

In conclusion, may I sey that this memorandum is besed solely on

nersonal observations and impressions, together with a desire to imorove
the troining picture. If the voints wrescnted in this memo oifer any
constructive Iood for thought wnetsoever, it 111l have accomolishec its
purpose. I firmly believe thet an ettitude cen be developed *within this
Lgency vhereby 11 personnel will appreciate the imvortance ox treining
and OTR will be regarcded as sn indis

penséble portion o. the CI" teom.
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